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INTERIM PROCEDURE

In order to move ahead with the organization of the PSB the
chairman, General Walter Bedell Smith, suggested that informal
meetings be held among the representatives of the participating
agencies in order to outline the field of work of the Board. Three
such meetings have been held. The first under the chairmanship of
General Walter Bedell Smith and the second and third under that of
Mr. Allen Dulles, This group was composed as follows:

Mr. Dulles, CIA (presiding)
Mr, Barrett, State (or his representative)
General Magruder, Defense
Admiral Stevens, JCS
This group with the help of staff assistants in each agency has
developed the set of papers of which this is a part,

This group 1s prepared to continue to sit, if desired by the

Board, to deal with any further preparatory measures that may be

necessary pending the appointment of a Director and his assumption

of his duties.
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FUNCTIONS OF THE DIRECTOR AND STAFF

In order to give effect to the terms of the President's
Directive of April L, 1951, the responsibilities of the Director
and the functions of the Staff, subject to the Board, should be:

a. to encourage the responsible agencies to produce
ideas in support of psychological operations which include
those matters envisaged under the NSC 59 and NSC 10 series;

be as necessary, to coordinate, expedite; and ensure the
expansion of the plamning and implementing of psychological
policies and programs;

Ce to initiate and formulate proposals, including pro-
posals for national psychological strategy, which would be
‘referred as appropriate to the Board or directly to the
responsible operxating departments or agencies for develop-
ment and execution; |

de t0 ensure that the psychological policies, objectives
and programs promulgated by the Boérd are wilithin the caﬁa—

bilities of execution of the operating agencics or, if not, to

reraend t0 Tle Denmad +lad sucly special adminictrative porsonnocl
and logistical support as may be required from appropriate
departments and agencies be made available;

e. to make a broad and continuing evaluation of éurrent
and proposed operationg in the light of national plans and to
recommend improvements to the operating agencies bascd on this

review;
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fs to assure that 1n the determinaﬁion, pronouncement
and implementation of political, economic and military polilcies,
adeguate attention 1s given to their psychological effects
and to existing psychologiéal programs;
ge to assure that the programs of psychological operating
agencles willl be furthered by U. S. Government official proncunce-
ments; |
he to encourage, receive, and review proposals and research
bearing on psychological operations from private and official
sources outside the operating departments and agencies and to
make these available as appropriate to such agencies;
i. to provide secretariat scrvices, including:
(1) preparation of reports as directed by the Board;
(2) organization of the business of the Board and
expedition of decisions;
(3) promulgation of the decisions of the Board;
Je to assemble such intelligence and such policy and
oporationai Information as necessary for the performance of
the above functions;
ke Tto examine continually the functions of the Board and
Staff in order to cnsure that the facilities and resources of
the particlpating departments and agencics are utilized to the
maximum extent., |

(A proposcd chart of organization for Ffulfillment of
these functions is attached hercto,)

D
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CONCEPT OF THE ORGANIZATION TO PROVIDE
DYNAMIC PSYCHOLOGICAL OPERATIONS
IN THE COLD WAR

The attached baper and organization chart has beeﬁ prepared
by General Magruder and presents a concept toward which the Board
and its Staff might evolve, No new functions as such are envisaged
but it is based on a much broader interpretation of the agreed
functions. While agreeing that "the Board shall utllize to the
maximum extent the facilities and resources of the participating
departments and agencies,”" the group disagreed on what constituted
the "maximum extent.” Under the view expressed in TAB B the PSB
and its Staff would emphasize the functilon of coordination among
existing agencies.. Under the councept in the attached the PSB
and its Staff would itself systematically program and control the
psychological strategy of the Cold War. This involves a much
larger independent planning role and much more contact with the
detailed operations of the agencles than could be unanimouély
endorsed by the represcntatives.

Also included under this TAB are comments on General Magruder's

paper submitted by Mre Howland Sargeant of the State Department.
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"CONCEPT OF THE ORGANIZATION TO PROVIDE DYNAMIC
PSYCHOLOGICAT, OPERATIONS TN THE COLD WAR™

The subject paper is a personal expression of General Magruder
degigned to be helpful in the establishment of the new Psychological
Strategy Board. While most of the concepts in the paper are ones
with which I would heartily agree, there are a few points to which
I would take exception., These differences are mainly matters of
degree rather than of kind, but it may be useful to try and cxpress
them.

The following principles seem to me to be basic to the success-
ful operation of the Board:

l. Our psychological progrem will succeed only as personnel
and offices responsible for detailed planning and implementation
perform thelr functions with greater and greater efficiency. To
impose a large super-structure on top of them and to remove many
of their functions in whole or in part would, I believe, introduce
new requirements for coordination and liaison activities, deal a
serious blow to the morale of persons now engaged in psychological
operations, and in the end result in diminishing rather than
increasing the efficiency of their work. Activities of the new
PSB staff can result either in stifling the initiative of lower
echelons or in inspiring them to greater efficilency. Every effort
should be made to see that the latter result is achieved.

2. With respect to psychological programming, the principal
need which the new Board and its staff can £1l1 is that of formu-
lating very broad government-wide policles, especially such policies
as are Presently beyohd the competence of any single depsrtment or -
BgENCY . The application of these policies to concrete operating

< situations should be entrusted to the individual agencies, | Tt
should be noted that the tendency in many administrative structures
is to secure the services of competent experts and then to overload
them with details to such a degree that they are unable to devote
more than a very few minutes of their time to the larger picture,
This is especially true in the ficld of psychological cperations,.
To over-simplify the matter, it might be said that more exhaustive
attention is often given comparatively minor matters of detail than
to broad questions of major importances--Consequently, it is of
utmost importance that the staff of the new Board and the Director
himself should not be overloaded with detailed matters of administra-
tion or implementation. This is one of the principal reasons for
keeplng the staff small and whenever possible arranging for the
delegation of functions to existing agencies,
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3. The number of individuals in the United States who
are competent to serve on the staff of the new Board is very small
indeed. A few might be obtained from outside the government, but
the majority of them are already occupied in existing agencies, IT
we strip these agencies of their most highly-qualified policy personncl,
we will have lost more then we have gained since, as noted in ome
above, the ultimate success or failure of our psychological opcra-
tions will depend most of all upon the efficiency of the individual
agencles.
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There are several points at which General Magruder's paper may
conflict with these principles, although it is possible that the
apparent conflict rests in the manner in which certaln passages
are interpreted, The following comments are offered by way of
example:

 In peragraph 19 on page 6 it 1s stated that the staff should
be responsible under the Director for the formulation and promulga- -~
tion in practical operating terms of coordinated world-wide and
regional psychological policies, objectives and programs. It is
further stated that this function cannot be delegated to operating
agencles. It is my feeling that the staff should in Tact delegate
most of the preliminary work in this connection to operating agencies
and should itself be responsible only for the final formulation and
promulgation. Furthermore, this formulation should not attempt to
be in “"operating" terms if this means that the needs of each medium
must be spelled out, nor should it be in "regional" terms if this
means that detailed consideration should be given to the differing
requirements of each country. The implementation of policy by
various communications media and the requirements of specific
regions could more efficiently be spelled out in detail by experts
in the existing agencies.

In paragraph 19c, also on page 6, it is said that the staff
should make a continuous evaluatlon of the results of operations
with a view to making prompt adjustments in the programs when
necessary. My objection may be merely a matter of wording, but I
feel that the words "meke a prompt adjustment” implics a degree of
involvement in operations which was not contemplated by the
Presidential directive. Perhaps it would be adequate to say merely
that the staff should recommend such adjustments to the operating
agencies.

" Paragraph 20 on page 6 expresses the fear that if the Director
and staff give themselves up to pondering and planning, we would
have succeeded only in establishing another Ivory Tower, Herein,

-0
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I believe, there is a difference only in emphasis, but I believe
that this wording might obscure the fact that at the present time
our detalled planning is often far in advance of our long-term

planning. Would it not be bettsr to encourage the Director and
staff to “ponder and plaa' as long as this cerebration is harnessed

to the realities of operations. As stated above, we have not gilven
our post qualified thinkers an opportunity to think. ILet us insure
that some of them at least have an opportunity to do so in the staff
of PSB. ’

Paragraph 21 on page 6 suggests that the staff should include
certain regional and functional chiefs who are outstanding experts
in their respective geographical and functional areas. Certainly
i+ 1s to be hoped that personnel can be found for PSB who will have
certaln regional or functional qualifications, but PSB should not
try to compete with the operating agencles when it comes to regional
or functional experts. Instead, PSB policy experts should plan to i

fely principally on the regional and functional specilalists in the
varlous agencies.

.

Paragraphs 23 and 2k suggest the creation of a "strategy .
group.”" It is my feeling that the entire senior staff of the y
PSB should be considered such a strategy group and that to create 1
8 speclal organization so entitled within the PSB staff would imply |
that the rest of the PSB staff would be concerned with detalls which B
might more appropriately be left to the operating agencies. 4

In general, my feeling is that the PSB should strive to
conduct its business with as small a staff as possible and should
attempt to perform only such substaentive tasks as are in addition
to those now being performed in the operating departments and
agencies, It may be that this conception is not far removed from
that expressed in General Magruder's paper, but that paper may also
be interpreted as advocating a large staff which would to a large
extent duplicate or supplant certain functions of exlsting agencies,
These comments, therefore, are intended only to highlight the dif-
fering interpretations which are possible and to assist in their
resolution.
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